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Abstract 
PT Kereta Api Indonesia (KAI), which until 2009 was known as a low performance Indonesia state-owned railway company, 
experienced a very significant improvement under the leadership of Ignatius Jonan. A case study was done at KAI to: 1) find 
individual attributes affect the KAI employees’ change readiness, and 2) generate model of relationship between individual 
attributes and change readiness. 47 individual attributes found associated with change readiness. Based on the findings, proposed 
model is constructed: change readiness as the dependent variable; life experience, values, traits, psychological capital as 
independent variables; organizational commitment as mediating variable; and leadership as moderating variable. 
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1. Introduction 
PT Kereta Api Indonesia (KAI), which until 2009 was known as a very low performance Indonesia state-owned 
railway company, experienced a very significant performance improvement under the leadership of Ignatius Jonan.  
Before Jonan led in 2009, KAI faced severe problems (Djuraid, 2013). In 2007, KAI had a loss of IDR 38.6 billion 
and further increased to reach IDR 82.6 billion in 2008. Quality of the infrastructure continued to decline; the facilities 
had passed the limit age of service; number of locomotives, freight cars and trains circuits decreased; quality of service 
was low; there were back-logs, security and passenger safety was not guaranteed. Company was in the category of 
BBB (less healthy condition). The problems faced when Jonan appointed to revitalize KAI was not only from these 
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hard aspects, but also the soft aspects which were low discipline and self rather than customer oriented employees, 
poor implementation of good corporate governance, and the absence of visionary leadership. Jonan then set four main 
pillars of transformation at KAI, namely: improvement in service quality, safety, comfort and timeliness. The first 
action Jonan taken was change the employees’ mindset, which previously had a USA mental model – the abbreviation 
of ‘Untuk Saya Apa’ (What’s In It for Me), became ‘Company and Customers First’. The second action was revamping 
the employee discipline and company good corporate governance. Afterwards, Jonan make corrections on other 
aspects of the organization. In a short time after the change initiative was implemented, in the same year of 2009, there 
was quick win: KAI managed to improve its performance significantly. The company achieved net profit of IDR 155 
billion and declared a health condition in the category A or Healthy (Djuraid, 2013). 
1.1. Conceptual model of the study 
Smith (2005) suggested that the existing human resources within the organization, both as leader (management) as 
well as followers (employees) is critical factor that determine the success and failure of a strategic change initiative. 
When an individual (organization leader or member) do not believe in the need to change, or they do not believe the 
organization will be able to make changes, then the initiative as well as any planned changes will never happen 
(Armenakis, Harris & Mossholder, 1993; Cunningham et al., 2002; Eby, Adams & Russell, 2000). Palmer, Dunford 
& Akin (2009) suggested change readiness as a mediating variable between change management strategies and the 
results (outcomes) of the strategy. Without change readiness, there was no relationship between change management 
strategies with the outcomes of the strategy. Based on the theory put forward by Hanpachern, Morgan & Griego (1998), 
employees support in the form of promoting change and participating in change were positive dimensions of change 
readiness. 
In some previous studies outside Indonesia, efficacy was found as individual attribute which has positive influence 
on change readiness (Armenakis, Harris & Mossholder, 1993; Cunningham et al., 2002; Smith, 2005; Rafferty and 
Simons, 2006; Holt et al., 2007; Self and Schraeder, 2009). Efficacy (confidence to succeed) is defined as the belief 
in one's ability to mobilize cognitive resources in order to achieve certain outcomes (Luthans, Youssef & Avolio, 
2007), which affects the emotion and action of individuals to make changes in an effort to resolve discrepancies 
(Armenakis, Harris & Mossholder, 1993; Cunningham et al., 2002; Smith, 2005; Rafferty and Simons, 2006; Holt et 




















Fig. 1. Conceptual Model of the Study 
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In Indonesia, recent research conducted by Saragih et al (2013) found Hope and Rational Thinking as individual 
attribute of employees which had positive effect on change readiness. Hope is defined as a strong will and a clear way 
to achieve a goal (Luthans, Youssef & Avolio, 2007). While Rational Thinking is way of thinking that is based on 
facts and logical analysis, with the goal of maximizing results (Robbins and Judge, 2009; Carling, 1992). While at the 
change leader, found a combination of transformational and transactional leadership as individual attribute that affect 
the readiness to change. Fig. 1 is the conceptual model of this study. The fields marked with black background color 
are the scope of the study. 
1.2. Research problem and purpose 
A case study of successful organization transformational change at KAI is done to show why the implementation 
of the new changes could experience success when individuals in the organization are in a readiness state for change. 
Theory of Change Readiness expressed by Holt et al (2007) and Hanpachern, Morgan & Griego (1998), as well as the 
theory of Positive Organizational Behavior (Luthans, 2010) were used in this study to look at the suitability of the 
pattern set forth in the theory with evidence found in the field. Explanations were built when new individual attributes 
were found. Research questions are: 1) what individual attributes found related to the positive dimensions of change 
readiness (participating and promoting change) at KAI? 2) How is the relationship between the finding factors or 
attributes of the individual with their readiness to change? Based on the research questions, a case study was conducted 
with the aim of: 1) Find the individual attributes that forming positive dimensions (promotion of and participation) of 
employees’ change readiness at KAI, and 2) develop a proposed model of relationship between the individual 
attributes and change readiness. The results of the research will enrich the construct theories of individual attributes 
and change readiness in the context of organization transformational change in Indonesia. 
2. Research methodology  
This study is a single case study with the selection of KAI as the object of study based on the following criteria: 
(a) in the last five years has implemented a corporate transformational change; and (b) the strategic change undertaken 
has proven successful as indicated by increased positive performance outcomes after the change was implemented. 
The aim of this explorative and explanative research was to identify individual attributes of employees at KAI which 
influence the positive dimensions of their change readiness, then develop a model of relationship between these 
factors. The study was conducted by using in-depth individual interviews and documentary study. Unit of analysis of 
this study is the individual employee. Triangulation using a combination of in-depth interviews with several 
informants and documentary study on books, articles in the media and other relevant documents regarding the changes 
in KAI was done to improve the validity and reliability of the data obtained (Yin, 2009). Resource persons interviewed 
was Ignatius Jonan as President Director and change leader in KAI, as well as three individual employees from 
managerial and non-managerial level who meet the following criteria: have worked at KAI before the leadership of 
Jonan, involved in the change process initiated by Jonan (before-during-after the change initiative was implemented), 
and contributed positively to support the change implementation based on Jonan’s consideration.  
The data was processed and analyzed in two steps: (a) Step one, to understand the complex phenomenon of change 
readiness and organizational change by using the concept of sense-making – which is a process to interpret or give 
meaning to the statements put forward by key informants, which describes the attitudes and behaviors of the source, 
by using certain concepts and theories as a reference or basis of analysis (Weick, 1995). From the transcript of the 
interview, line analysis was done to find the key words or phrases related to the first purpose of the study (Goulding, 
2002). Key words or phrases then were codified and grouped into categories based on the similarity of traits in 
explaining a behavior. (b) Step two, the observation of the patterns that emerge from the words or key phrases 
(Scharbo-DeHann, 1993; Goulding, 2002; Louise, 2004), to get an explanation about the relationship between 
categories of code. 
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3. Findings, Data Analysis and Discussion 
Besides the quality of Jonan’s leadership, the support of employees is also a key factor determine the success of 
the implementation of change initiatives at KAI. Some evidence support this including the presence of comments from 
one of the employees who stated that he had been waiting for a leader who dared to make a significant transformational 
change at KAI (Djuraid, 2013). He has great confidence that Jonan can do so because Jonan is a leader who comes 
from outside the railway environment. He said Jonan is more objective in treating employees as he put more attention 
to the factors of performance, competence, work ethic and integrity in assigning someone to occupy leadership 
positions, rather than background or connection factors. Other evidence came from a female employee who has 28 
years working at KAI, has several times changing locations of work, but has the attitude of "happy to work anywhere 
and work with happy anywhere" and looked at a new position as a greater responsibility (Djuraid, 2013). In a number 
of positions carried, she became the first woman in that position. She was very grateful to God for all she got and 
hoped to be an example for other female employees. She also said that performance, integrity and open communication 
is essential. Jonan attitude and behavior which aligned with the attitudes and behavior of KAI employees is thought 
to be the key factor of employees’ change readiness at KAI. 
3.1. Individual attributes of employees change readiness at KAI 
Through several interviews and documentary study, 334 statements were quoted and used as a basis for identifying 
individual attributes associated with change in KAI. Refer to the related concept and theories, keywords or phrases 
are identified, resulted in 47 codes of individual attributes, which then grouped into nine categories based on its 
common characteristics in explaining a behavior (Scharbo-DeHann, 1993; Goulding, 2002; Louise 2004).  
Change Readiness. From this study, 18 quoted statements were found reflecting the attitude and behavior that 
support (promoting and participating) the implementation of change initiatives undertaken by Ignatius Jonan. Some 
of these statements are: "Fully support. We must support every effort to achieve orderliness. I will provide any 
necessary number of personnel to achieve the orderliness and the development of the company. I am happy to do this" 
(Transcript-3 line 161), “Not only supported, but must be defended at all cost … cause if not, our country will never 
be advanced" (Transcript-3, lines 249-253), "I am ready to support Jonan in the process of accelerated change" 
(Transcript-6 line 26).  
Life Experience. From the interviews and documentary study, five attributes of individual life experiences were 
found related to the employees’ readiness to change. These five individual attributes are: spiritual, educational, family, 
social and working life experience. Of these five attributes, the spiritual life experience was found as individual 
attribute that is most often raised during the interviews and documentary study (14 citations). Sample of attitude and 
behavior that demonstrate spiritual life experience are: start something with prayer (Transcript-1 line 33), perform the 
ritual prayers regularly and always carry a rosary everywhere go (Transcript-1 lines 37, 49, 133, 1410), belief in the 
strength of a prayer (Transcript-1 line 33), confident that God will help when working properly (Transcript-1 lines 
555), belief that it’s God's will to advance KAI (Transcript-3 line 145), and belief that a good career and fortune are 
gifts of God that has to be grateful for (Transcript-4 line 117, Transcript-6 line 129).  
Organizational Commitment. When a change initiative is introduced, commitment to the organization is important 
because it takes the full support of the employee to ensure the initiative is implemented as expected. Madsen, Miller 
and John (2005) suggested, although a direct causal relationship has not been proven, but the commitment to the 
organization is expected to increase readiness to change, especially when employees feel involved in the change. At 
the time of the employees participating in the activity changes, the level of change readiness found higher (Eby et al, 
2000; Cunningham et al, 2002; Smith, 2005; Rafferty and Simons, 2006). Organizational commitment has three 
dimensions which are: affective, normative, and continuance commitment (Allen and Meyer in Chen and Francesco, 
2003, Robbins and Judge 2009). From the interview and the documentary study, 17 statements were found reflecting 
individual attributes in the category of organizational commitment, with the highest occurrence rate is on the 
individual attributes of continuance commitment (9 citations). Sample statements that support the existence of the 
individual attributes of Organizational Commitment are: "People are accustomed to the comfort zone. If people decide 
to leave the company when there is no problem, where to go? There is no rival and there is nothing to seek out. This 
might be the reason that made them think whether to stay or leave" (Transcript-2, line 164), "Well in my opinion, we 
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had already received a salary. If we can eat because we are paid by the company but we do not carry out the work in 
accordance with the existing rules… eh, all things that we eat will be useless" (Transcript-4, line 117). 
Psychological Capital. When a change is implemented, employees are required to learn new ways of doing the 
work, believe that the change is the right thing to be done by the organization to solve its problem, have the motivation 
to achieve organizational efficiency, and believe in a better future (Avey, Luthans & Wernsing, 2008). Psychological 
capital has a role in helping employees facing the organizational change by broadening their perspective, encouraging 
them to be open and involved in the decision making, and providing employees with core vitality needed to face the 
change. Individual attributes in the form of psychological capital consist of: hope, efficacy, resiliency and optimism 
(Luthans, Youssef & Avolio, 2007). From the interview and the documentary study, 13 statements were found 
reflecting the individual attributes of Hope and 4 statements reflecting the individual attributes of Resiliency. Sample 
statements that support the existence of the individual attribute of Hope are: "I joined because I see the company chaos 
situation. I resigned from the union. I support Jonan because this person can indeed be a saviour God sent for us at 
KAI. "(Transcript-3, lines 229-237). "The presence of the new leader of KAI made the employees who want the 
company to become well-organized, fast growing and move forward, very proud " (Transcript-5, line 26). While 
sample statements that support the existence of the individual attribute of Resiliency are: "Jonan fully aware that 
implementing the change is not easy. The outcomes can’t be seen in a short time. Moreover the challenges faced are 
huge, from within and outside the organization"(Transcript-6, line 16), "Continuous hard work without giving up" 
(Transcript-6, line 26), and "Do the above facts make me give up? No, I don’t. I grew up in a never-give-up 
environment. I will keep advancing KAI with or without you guys who wants the status quo and can talk only but no 
action" (Transcript-6, line 41). 
Transformational Leadership. At the time of implementing organizational change, leaders play a very important 
and strategic role. Implementation of changes in the scale of organization requires a transformational leader (Burnes 
2004) who able to mobilize followers to voluntarily implement these changes (Hughes, Ginnet and Curphy 1999). 
Individual attributes of a transformational leader are reflected in his behavior. The practice of transformational 
leadership behaviors are: challenging the process, inspiring a shared vision, enabling others to act, modeling the way, 
and encouraging the heart (Kouzes and Posner 1987). From the interviews and documentary study, the five attributes 
of transformational leadership were identified. From the five attributes, Challenging the Process (26 citations) and 
Modeling the Way (25 citations) were found to be the most frequently quoted attributes, followed by Enabling Others 
to Act (17 citations), Inspiring a Shared Vision (13 citations), and Encouraging the Heart (7 citations). Sample 
statements reflecting the Challenging the Process attributes are: "Among the employees there is a term USA stands 
from “Untuk Saya Apa” (what’s in it for me), this means they do not think what is best for the company and the 
customers, but what is best for them. This kind of mental model is slowly eroded by Jonan (Transcript-6, line 15). 
"Everything related to the rail operations was reported in detail. Jonan not just read. He responded by asking, 
answering, giving instructions. This kind of working model has become common and takes place every day. There 
should be no Head of Regional Operations and Head of Regional Division who were not doing the report. When there 
is a single day report absence, Jonan would rebuke. None of the reports were ignored by Jonan. All were read carefully, 
examined in detail and with a proper attention"(Transcript-6, lines 7-9). While sample statements reflecting the 
Modeling the Way attributes are: “Previous leader made rules only to be done by others. Jonan made rules, one of it 
is ’Pisami’ or Piket Sabtu Minggu (extra duty every Saturday and Sunday, usually doing a weekend journey by the 
train to monitor the operation of the railway company). He does the Pisami more often than me. I did it once a month, 
but Jonan did it almost every week. This is what I say a role model” (Transcript-3, line 121). “Jonan gave example 
and became role model by implementing good corporate governance in his daily work activities” (Transcript-6, line 
44).  
Transactional Leadership. Transactional leaders are leaders who guide or motivate their followers in the direction 
of established goals by clarifying role and task requirements (Robbins and Judge, 2009). Changes in followers’ 
behavior are the result of an agreement between leaders and followers in the form of the transaction, can be in terms 
of economic, political or psychological exchange. Transactional leaders according to Bass (1990) have four main 
characteristics: contingent reward, management by exception (active), management by exception (passive), and 
laissez-faire. From the interviews and documentary study, two of the four attributes were identified, which are 
Contingent Reward and Management by Exception (Active). Sample of statements that describe these individual 
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attributes: "Jonan had changed the employees’ salary, so their basic needs can be fulfilled" (Transcript-2 lines 168-
172). "The officials’ incentive was increased. Kilometer allowance of the train crew was increased, for example the 
machinist kilometer allowance was increased from only IDR 60/km to IDR 250/km. Take home pay of the officers 
and the employees was up, so that the peace of work will positively impact the safety of train trip" (Transcript-5 line 
20). "Jonan was fully committed in implementing the rules, no mercy in giving punishment to those who violate work 
ethics and honesty. Without punishment, KAI is difficult to change. It must be enforced so that people at KAI want to 
and quickly change" (Transcript-5 line 15). "It can be reach only by implementing hard discipline. Now, employee 
who did not come to work for 5 consecutive days without permission will be definitely fired" (Transcript-1 line 191). 
 Value of Leader. Refer to the Rokeach typology of values (Robbins & Judge 2009), 16 individual attributes were 
found related to the Jonan espoused values as the change leader. Of the 16 attributes, two have higher frequency of 
occurrence, which are: Altruism (8 citations) and Capable (7 citations). Altruism value shown by the attitude of Jonan 
who mentioned that life should be useful for others and the environment, and working for someone else is a noble 
worship (Transcript-1 line 347, Transcript-6 line 4). This is supported by recognition from followers that Jonan work 
hard selflessly for the benefit of the company (Transcript-6 lines 6, 12) and are willing to sacrifice even in the face of 
rejection and harsh pressures (Transcript-6 line 26). While the value of Capable was demonstrated by Jonan’s 
experience, professionalism and leadership performance records (Transcript-5 line 23, Transcript-6 line 10), ability to 
change the mindset of employees of KAI from product-oriented to customer-oriented (Transcript-5 line 23), problem 
solving skill (Transcript-6 line 6), analytical thinking (Transcript-6 line 8), and fast (Transcript-6 line 14) in making 
performance corrections at KAI.  
Value of Follower. Nine individual attributes of values were found related to employees’ change readiness. Two 
of them have higher frequency of occurrence, which are: Courageous (11 citations) and Self Control (10 citations). 
Courageous is defined as standing up for your beliefs. Examples of quotes that indicate the presence of this individual 
attribute are: "Fully support. We must support every effort to achieve orderliness. I will provide any necessary number 
of personnel to achieve the orderliness and the development of the Railway. I am happy to do this" (Transcript-3 line 
161), "I must protect what had been done by my leader since it was a good thing" (Transcript-3 line 301), "I stick to 
my belief and never afraid" (Transcript-3 line 477). While self-control means restrained and self-disciplined. Sample 
of behaviour reflecting these attributes are: maintained healthy habits by exercising regularly (Transcript-3 lines 540, 
544, 552), not smoking (Transcript-3 line 565), from childhood accustomed to get up early in the morning and help 
parents tidy up the house (Transcript-4 line 93), arrived half an hour earlier from the work start time, and self obedience 
to the company rules (Transcript-4 lines 97, 109).  
Trait of Leader. Based on the five-factor model of personality typically called the Big Five Model (Robbins & 
Judge 2009), four were found to be the individual attributes of the leader. Two of them have higher frequency of 
occurrence, which are: Extraversion (12 quotations) and Emotional Intelligence (8 quotations). Extraversion attribute 
is indicated by Jonan’s assertive, open and very frank communication (Transcript-1 line 195, 199, 385), firmness and 
consistency in setting rules and sanctions for any noncompliance behavior (Transcript-1 line 195, 199, Transcript-3 
line 341, 405, 409, Transcript-5 line 13, and Transcript-6 line 10, 27), self confident (Transcript-5 line 13)), and 
courage (Transcript-6 line 41). While Jonan’s Emotional Intelligence is indicated by his patience in handling the 
complex problems faced in KAI (Transcript-1 line 445), calmness, confident and assertiveness in implementing rules 
and changes although reviled and rejected by some of the employees (Transcript-5 line 13). 
Trait of Follower. From the interviews and documentary study, only one individual attribute of personality was 
found related to the employees change readiness, which is: Conscientiousness. The attribute is demonstrated by several 
dimensions such as responsible, organized, dependable and persistent. Statements reflected the attribute are: 
responsible behavior through self-discipline (Transcript-4 lines 93, 97, 109), the ability to organize self (Transcript-4 
line 93). 
3.2. Proposed model of relationship between the individual attributes and change readiness 
Based on the findings above, a model of relationship between the finding individual attributes and Change 
Readiness was developed as shown in Fig. 2. The proposed model shows that individual attributes of the employees 
which consist of Value, Trait, Psychological Capital, and Life Experience of Followers do not have a direct 
relationship with Change Readiness, but mediated by Organizational Commitment and moderated by Leadership.  
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Statement from the interviews and documentary study which support the proposed model are: "I welcome it (the 
change initiative) as long as it brings improvements to all, to advanced the company, the company continues to grow 
and the employees are prosper" (Transcript-3, line 93). The statement shows that the support from employees is given 
based on a condition: employee welfare. According to the concept of Organizational Commitment, this is called 
continuance commitment: "I joined because I see the company chaos situation. I resigned from the union. I support 
Jonan because this person can indeed a saviour God sent for us at KAI…this man must not only be supported, but 
must be defended at all cost" (Transcript-3, lines 229-253). Other statement shows other form of commitment to the 
organization which is normative commitment: "because he has saved the organization and the employees, then I will 




















Fig. 2. Proposed Model of Relationship between the Findings Individual Attributes and Change Readiness 
 
Figure 2 shows that the level of commitment to the organization is influenced by the style and behavior of the 
leader, which is a combination of transformational and transactional leadership. Supported quotation to this statement 
is: "Before, employees’ pride on the Railway Company is low. Now everyone is proud to wear the blue and white 
uniform. Though meet other who are wearing nice shirt and tie, we don’t feel uncomfortable. I don’t wear a jacket to 
cover the uniform, not at all” (Transcript-2, line 224). Previously, employees of KAI do not have the pride to work on 
the train. At present, although wearing a uniform, KAI employees feel proud because their leaders (Jonan, Kuncoro 
and the entire leaders of KAI) are also wearing the same uniform.  
Another example is the regulation requiring managers conduct ‘Pisami’. In the past, the leader generally enforced 
a rule only for others. Leaders themselves were not implementing the rules. In contrast to what was done by Jonan. 
He follows the regulations he made consistently (Transcript-3 line 121, transcript-6 line 44). "To be able to change, 
organization needs a leader who is a role model" (Transcript-4 line 53-57). Jonan transformational leadership behavior 
by giving examples (Modeling the Way) has developed employees’ commitment to the organization which then 
resulted in their readiness to support change initiatives Jonan has made for KAI.  
4. Conclusion 
This case study found 47 individual attributes associated with change readiness, which then grouped into nine 
categories. Individual attributes that most often appear at the interviews and documentary study are: challenging the 
process and modeling the way (transformational leadership); contingent reward (transactional leadership); spiritual 
(life experience); hope (psychological capital), continuance (organizational commitment), extraversion (trait of 
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leader), conscientiousness (trait of follower), altruism (value of leader), and courageous (value of follower). Based on 
the findings, proposed structural model of the relationship between the finding individual attributes and change 
readiness is constructed: positive dimension of change readiness as the dependent variable; life experience, values, 
traits, and psychological capital of leader and followers as independent variables; organizational commitment as 
mediating variable; and leadership as moderating variable. 
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